In the 1990s, the number of children receiving Rheedlen's services quadrupled, growing from 1,500 to nearly 6,000. "Rheedlen was started to work with the bottom 15 percent of kids in the public schools -kids who were failing and going nowhere -and to get them back to the middle," Canada said in a 2002 interview in the Philanthropy News Digest. "But as the number of kids in that bottom group began to grow, we realized that we needed to expand our services. You know, at first we would go into a school and find 20 kids that needed help, then it was 40 5 kids, then a hundred kids, and as the need grew over the years, we decided we had to respond to that need." "It was clear to us as an organization that we wanted to deal with this issue of scale, and that the best way to deal with it was with a place-based strategy," Canada said in the Philanthropy News Digest interview. "In other words, we felt that we really had to do everything if we wanted to be successful on a larger scale.
Again, one of our core beliefs is that in poor communities where, literally, all of the institutions are failing children, you can't do one thing and expect that you'll solve the issue of scale. I mean, you can save some children with an early-intervention program, and you can save some children if you work with addicted mothers, and you can save some children if you have after-school programs. But if you start talking about how you're going to save most children, you have to do all those things, and do them over the long term, and you have to make sure you can count how many children actually received those services." 1 "The city was in a huge homeless crisis with people just churning in and out of shelters.
Clark was interested in family preservation and how to help former homeless families stay together. So they asked if we wanted to be part of that. This was a hard time in our organization in terms of fundraising. Everybody was cutting back, and we were losing huge amounts of money. So the answer was "yes." Clark helped them think about expanding the number of children they worked with, and This was an effort to make improvements in very small five-block neighborhoods.
We supported lead community-based organizations that worked in close partnership with residents and other community stakeholders. We began this work by making a grant to Rheedlen to support a pilot effort taking place on one block - helped focus HCZ's growth plan. "We clarified our mission, which made it easier for us to describe our work to folks who don't know us," said Canada in the March 2003 Clark/HCZ dialogue. "We had been operating the way a lot of organizations operate: More is better. We had programs we held onto because in lean times these programs had revenue streams, and we could use them to shelter key staff.
So about halfway through the business planning process it became clear that we were going to change a number of things very significantly, and this would be one of them."
"In our discussions, we asked about HCZ's outliers, like its seniors program," said Roob of Clark during the March 2003 Clark/HCZ dialogue. "HCZ always had a rationale for why it was so critical to have these programs … [but] some of these outliers cost a disproportionate amount relative to their value to the organization.
That was compelling evidence." "I had thought these programs were paying their own way, but it turned out they weren't," remembered Canada. "We had been raising a lot of money to support them. The seniors were very upset that we were severing our relationship with them. donor fatigue. And even when the private sector was doing great, there weren't a lot more dollars in the public sector. I realized we were going to have to raise a lot more in the private sector."
Canada started focusing on foundation giving in 2000. Having three-year plans to fundraise around has helped. "Now we're asking people to fund Phase II," he says.
"I think it gives people a way of talking with their boards, and milestones so they're buying something."
Canada knows he could not have raised the money he has without usable metrics. This information is confidential and was prepared by The Bridgespan Group solely for the use of our client; it is not to be relied on by any 3rd party without The Bridgespan Group's prior written consent. 
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Canada is worried that some funders might shy away from giving HCZ small grants if they know they're receiving millions from bigger foundations. "Trying to explain our plan for growth and having to explain that we're going to have to raise three times the amount of money we're raising right now in order to achieve that plan has been a bit of a struggle," says Canada. "But I think a number of foundations understand the risk we're taking with this expansion. … I think when people begin to see that our plans are backed up by hard numbers derived from rigorous evaluation, that this isn't simply an exercise we cobbled together out of dreams and good intentions, other funders will be willing to step up to the plate." Philanthropy News Digest interview. "There's a real talent gap in our field," he said.
"The people who are capable of doing the kind of high-order thinking and managing and planning we need for initiatives like ours cost much more than most nonprofits can afford to pay."
"We grow a lot of our own talent at HCZ, but this is the first time, because of the planned expansion, that we've had to really go out on the market and try to hire talent at the level we need to pull this stuff off," he says. "And it's been a rude awakening. There are lots of good people out there, but not necessarily with the skills we need, and lots of folks with the skills we need whom we can't afford.
There's a real mismatch, I think, between the needs of the field and the skills we're providing to the folks who do this work."
Key Insights
• • • Having a strong vision. Canada feels that nothing short of community-wide effort will improve the lives of poor children, so he designed one of the most ambitious efforts to serve nearly every child in an entire neighborhood. He has stayed with his vision, even though it's meant dramatically growing the organization both programmatically and financially.
Getting the right people in the right place. Canada has transitioned to a management team that can produce the kinds of results he wants. Managing the feelings of the 18 directors who used to report to Canada has been a challenge, as has creating an effective hierarchy where none existed before.
Creating a collaborative foundation relationship. The Edna McConnell
Clark Foundation's support has enabled HCZ to dramatically transform itself, position itself for growth, and work smarter. Clark has funded business 15 planning and provided critical strategic advice that has changed the way the organization thought of itself and what it could do.
• Anchoring growth in metrics. HCZ has invested heavily in measuring outcomes, and it is gradually getting the kind of information it needs to make decisions about what's working and why.
